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Task 1: Overview of Case Study
[bookmark: _Hlk205982497]Basil’s Bakery is an independent bakery located in a retail park in Coventry, opened in 2015. While sales grew in its initial years, sales from 2023-2025 were still roughly 25% below the 2019 level. The core issue is that Basil’s business model is still very dependent on physical footfall and customer behaviour and the retail environment has changed. The number of potential customers visiting the site has been reduced by retail-unit closures, redundancies and increased home working. Customers also want delivery and pre-ordering, so there’s a demand for easier ways to buy that hasn’t been satisfied.” Increasing rent, utilities, insurance, business rates and organic ingredient costs add to the pressure on profitability.
Task 2: Two Proposed Solutions
Online Ordering and Local Delivery Service 
The first recommended solution is to have Basil’s Bakery implement an online ordering system and local delivery service. Customers will be able to see available products, place orders and choose delivery at a convenient time. This would reduce the bakery’s reliance on retail-park footfall by allowing customers who work from home but no longer work in the area to continue buying from the bakery. This solution directly addresses delivery customer requests.

This approach could also expand the geographical market available to Basil. But delivery adds costs and operational responsibilities such as making delivery arrangements, packaging, payment processing and order management. Research into UK local retailers shows that home delivery and click-and-collect are already used by independent retailers but the financial and operational implications need to be carefully considered.

Pre-Order and Click-and-Collect Service

The second solution is to introduce a structured pre-order and click-and-collect service. Before visiting the bakery, customers would place orders online or via another dedicated ordering method and collect them at an agreed time. This would help to directly tackle the waiting-time issue raised in the case where customers have complained of unsatisfactory waiting times during busy periods.

The solution is particularly well-suited because it adds convenience but does not require Basil to establish a delivery operation immediately. It could also help Basil predict demand, prepare orders in advance and organise production more efficiently. Click-and-collect thus provides a compromise between keeping the bakery’s current physical operation and meeting changing customer expectations. There is also evidence to suggest that click-and-collect can be commercially attractive compared to delivery, because it can avoid some last-mile delivery costs.
Task 3b) Evaluation Results and Justifications
The PMI assessment shows that the pre-order and click-and-collect solution B is the preferred one. PMI provides a structured method for comparing competing decisions. PMI evaluates alternatives by looking at their positive, negative and potentially significant consequences.

The criteria used were customer convenience, implementation cost, operational complexity, potential revenue impact, reduction in waiting times and ability to reduce reliance on footfall at the retail park. These criteria were chosen because they are directly related to the problems identified in the case. Cost and operational complexity were given considerable importance as Basil is already experiencing higher operating costs and is personally required onsite to bake products.
Delivery may have the potential to reach more customers but also adds more operation complexity and added costs. Click-and-collect, in contrast, responds to an existing customer demand and requires fewer changes to the bakery’s operating model. The decision, therefore, favours feasibility and problem-solution fit over the option with the highest theoretical market reach.

Thus, Solution B is recommended as it is a less risky way of increasing convenience, reducing waiting times and possibly increasing sales, while maintaining the current production model in Basil.
Task 4b) Justifications for the Implementation Plan

The implementation plan must be carried out in sequence since each stage forms the basis for the one that follows. Research and planning should be the first stage since Basil needs to understand the customer's requirements and decide which products are appropriate for pre-ordering before any resources are committed. This in turn reduces the risk of introducing a system that the customers will not use.

Establishing the ordering procedure and technology is the second step. Customers shouldn't be led to an unreliable or unavailable service, hence this needs to happen prior to promotion. Testing and personnel preparation are part of the third step. This is crucial since effective implementation requires on staff members' comprehension of how orders are received, produced, stored, and picked up in addition to technology.

The launch and monitoring procedure is the last phase. Before extending the service, Basil might find operational issues with a controlled launch. Basil should continue to bear the majority of the responsibility, with assistance from an outside technology source or service when needed. This strategy restricts wasteful spending while enabling the service to be built gradually, making it suitable for a small independent business.
Task 5b) Justifications for the KPI and SMART Objectives

The percentage of all bakery orders placed via the pre-order/click-and-collect service is the suggested KPI. A KPI should concentrate on a facet of an organisation's performance that is essential to its success now or in the future and that can be used to gage the effects of change. As a result, the chosen KPI offers concrete proof of whether or not clients are implementing the suggested solution. 

1. Within three months of introduction, the first SMART goal should be to reach 15% of all client orders via the pre-order/click-and-collect service. This is time-bound due to the three-month deadline, quantifiable through order records, and particular since it defines the necessary behavior. To ensure that the goal is still reachable, it should be compared to the real baseline demand.

2. The second objective should be to reduce average customer waiting time during identified busy periods by 25% within three months. This directly addresses the waiting-time issue identified in the case.

3. Within six months of implementation, the third goal should be to raise overall bakery sales by 10% in comparison to the baseline period right before implementation.

SMART goals offer a methodical approach to identifying quantifiable results, but their implementation should take the organization's unique situation and baseline data into account.

Every month, these metrics ought to be examined. If acceptance is poor, Basil might look into whether consumers are aware of the service, whether ordering is difficult, or whether the product line needs to be changed. In a similar vein, the preparation and collection procedure should be examined if waiting times do not decrease. As a result, the KPI and targets should help future decision-making and improvement rather than just document performance.
Task 7) Key Findings
· [bookmark: _Hlk208302504]The primary issue facing Basil is the sustained decline in sales brought on by decreased foot traffic at retail parks and shifting consumer behavior.
· Because the bakery mostly relies on customers physically visiting the retail park, it is more vulnerable to outside developments.
· Although it would increase operational and financial demands, online delivery might increase Basil's market share.
· Pre-order and click-and-collect offer a more practical option since they reduce operational adjustments and immediately address client wait times.
· 
· A clear KPI and SMART targets evaluating customer adoption, waiting times, sales, and customer satisfaction should be used to track the solution.
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Appendix 1 – Task 3a

PMI Evaluation Table

	Online Ordering and Local Delivery

	Plus
	Minus
	Interesting

	Reaches customers who work from home
	Additional delivery costs
	Could create additional demand outside current trading area

	Reduces dependence on retail-park footfall

	Greater operational complexity
	Could provide useful customer-order data

	Potential to increase geographical customer base

	Basil may need additional delivery support
	Delivery demand may vary significantly

	Provides greater customer convenience

	Potential technology/payment costs
	Could strengthen Basil’s competitiveness against other local bakeries

	
TOTAL: +18
	
TOTAL: -16
	
TOTAL: +7



[bookmark: _Hlk210816971]Therefore: Overall Total for Online Ordering and Local Delivery = +6


	Pre-Order and Click-and-Collect

	Plus
	Minus
	Interesting

	Directly addresses waiting-time complaints
	Still depends on customers visiting the bakery
	Could increase repeat purchases

	Lower operational complexity than delivery

	Requires an ordering system
	Could provide information about popular products

	Provides greater customer convenience

	Some customers may prefer delivery
	Could be expanded into delivery later

	
Can help Basil plan production
	Requires staff/process changes
	Could improve demand forecasting and reduce food waste

	
TOTAL: +18
	
TOTAL: -10
	
TOTAL: +4



Therefore: Overall Total for Pre-Order and Click-and-Collect: = +14




Appendix 2 – Task 4a
Implementation Plan

Name the problem you are solving:
Name the solution you are implementing: 
	
	WHAT

	HOW
	WHEN

	WHO


	1
	Research and planning

	Identify customer requirements, suitable products, collection periods and expected demand. Establish baseline sales and waiting-time data.

	Weeks 1–2
	Basil



	2
	Ordering system


	Select and configure a simple online ordering/payment system. Establish order cut-off times and collection procedures.


	Weeks 3–4


	Basil + technology provider



	3
	Testing and staff preparation


	Test the ordering process, prepare sample orders and establish procedures for receiving, preparing, labelling and handing over orders.


	Week 5


	Basil + staff



	4
	Launch and promotion


	Launch the service, inform existing customers and promote it through the bakery, social media and existing customer communications.


	Week 6


	Basil + staff






· 

Appendix 3 – Task 5a

The Key Performance Indicator is: 

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	


Increase customer use of the pre-order/click-and-collect service.



	


Achieve 15% of total orders through the new service.
	


The target is designed as an initial adoption target for a small independent bakery and should be reviewed against baseline data.


	


Directly addresses changing customer expectations and existing customer requests for pre-ordering.

	


Achieve the target within three months of launch.










Page 2 of 2

